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Training  and 
Motivating  Farm 
Empioyees 

Homedex  1834-40-3 


As  a farmer  in  the  business  of  hiring  labor,  it’s  impor- 
tant to  communicate  these  two  main  points  to  prospec- 
tive and  current  employees:  farm  jobs  can  be  more 
desirable  than  non-farm  jobs  and,  farm  managers  are 
good  employers  to  work  for. 

A challenge,  you  say?  Definitely.  But  the  only  way  to 
acquire  and  keep  employees  working  for  you  is  to  ful- 
fill these  two  conditions.  This  factsheet  is  designed  to 
help  you  meet  that  challenge. 

Good  communication  between  employer  and 
employee  is  the  foundation  for  effective  training  and 
motivation  of  the  employee. 


Why  Train? 

Many  farm  managers  have  said:  “I  need  an  experi- 
enced employee  because  I don’t  have  time  to  train 
one.”  It’s  rare  you’ll  find  an  employee  who  has  training 
specific  to  your  operation.  You  may  be  able  to  find  an 
employee  who  has  the  basic  skills  you  are  looking  for. 
However,  no  employee  has  an  understanding  of  your 
operation  or  your  way  of  doing  things.  However,  if  they 
are  not  trained  properly  they  will  not  likely  satisfy  the 
“boss”. 

Good  training  increases  the  productivity  and  efficiency 
of  your  employees.  The  following  benefits  all  stem 
from  effective  training  and  result  in  increased  profits 
for  your  farm  business: 


• Increased  production 
. Fewer  errors 

. Reduced  spoilage 

• Lower  staff  turnover  (reduced  labour  costs) 

. Less  time  spent  in  direct  supervision 

. Higher  morale  (reduced  absenteeism) 

Not  only  does  training  save  money,  it  also  improves 
employees’  attitudes  and  motivation.  If  employees  en- 
joy their  jobs  and  are  happy  to  come  to  work,  they 
work  harder  and  are  more  conscientious.  Their  satis- 
faction shows  in  their  performance. 

Develop  a Training  Plan 

The  key  to  being  effective  as  a trainer  is  to  know  what 
you’re  trying  to  accomplish.  What  is  it  you  want  a 
person  to  do,  that  is  not  being  done  now?  That  is  an 
important  long  and  short  term  question.  Very  often  the 
farm  managers  knows  where  they  want  to  be  a year 
from  now  but  doesn’t  have  a clear  vision  of  what  they 
want  accomplished  today.  Developing  a training  plan 
which  takes  into  account  the  goals  and  objectives  for 
the  farm  will  result  in  both  the  employer  and  employee 
feeling  progress  is  being  made. 

One  effective  method  for  developing  a training  plan  is 
to  determine  the  expected  outcome  by  writing  out  job 
task  outlines.  A job  task  outline  is  a detailed,  step  by 
step  breakdown  of  each  task  or  skill  required  to  per- 
form a job.  The  skills  should  be  outlined  in  a logical 
order  (eg.  from  simple  to  complex,  in  order  of 
occurrence). 
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A job  task  outline  differs  from  a job  description.  A job 
description  provides  a summary  of  what  the  job  is;  a 
job  task  outline  actually  specifies  how  to  perform  the 
job  at  a satisfactory  level.  Keep  in  mind  the  following 
points  as  you  develop  your  outlines: 

1 . Start  by  developing  outlines  for  jobs  in  which  you 
have  the  most  experience. 

2.  Performance  standards  should  state  what’s 
expected  of  the  trainee  as  the  job  is  performed. 
These  standards  must  be  objective  and  measur- 
able so  accurate  and  fair  appraisals  of  employee’s 
performance  can  be  made.  These  standards 
provide  a target  of  a minimum  quality  level. 

3.  The  time  required  to  learn  each  job  task  should  be 
realistically  determined.  The  training  time  should 
include  practice  time  and  allow  for  the  trainee’s 
learning  abilities. 

4.  The  existing  skills  of  the  trainee  should  not  be 
included  in  the  outline. 


Prepare  the  Trainee  for  Training 


Orientation 

Prepare  the  new  employee  by  giving  them  a meaning- 
ful orientation  to  the  farm  operation.  First  impressions 
are  important.  This  introduction  process  should  be  well 
planned  and  organized.  It  should  be  done  in  a friendly 
but  business-like  manner.  It  should  reflect  the  pace  of 
the  operation,  and  the  pace  at  which  you  expect  your 
worker  to  operate.  This  is  the  opportunity  to  confirm 
the  work  profile  you  have  been  trying  to  establish 
since  you  first  talked  to  the  employee  in  the  interview. 
This  orientation  process  is  far  too  valuable  to  jeopard- 
ize through  poor  planning  or  neglect. 

Prepare  for  Training 

After  the  initial  orientation  to  the  farm,  it’s  important  to 
outline  what  training  is  going  to  take  place.  The  new 
employee  should  be  told  what  will  be  taught  and  what 
results  are  expected  so  they  can  strive  to  meet  the 
performance  standards.  This  preparation  helps  to 
attach  a feeling  of  importance  to  the  training.  This 
boosts  the  confidence  and  morale  of  the  new 
employee  and  should  result  in  better  performance. 

The  more  involved  the  trainee  is,  the  more  successful 
the  training  is  likely  to  be.  The  trainee  has  more 
commitment  to  the  training  component  of  the  job. 


Objectives  for  Trainirig 
This  is  the  time  when  the  farm  manager  may  want  to 
discuss  additional  farm  business  information.  You  may 
want  to  discuss  their  goals  and  objectives  and  how  the 
employee’s  job  fits  into  the  overall  picture  of  the  farm 
operation.  You’ll  also  want  to  outline  with  the 
employee  the  tasks  of  the  job  and  what  level  of  per- 
formance is  acceptable. 

Oo-the-Job  Training 

For  the  most  part,  training  of  new  employees  in  farm 
operations  is  limited  to  on-the-job  training,  however, 
there  may  be  some  opportunity  for  the  employee  to 
attend  locally  sponsored  skill  training  courses  or  farm 
meetings.  For  example,  if  there’s  a welding  course  be- 
ing offered  in  the  area  and  that  skill  would  enhance 
the  performance  of  the  employee,  it’s  to  the  farm’s 
advantage  to  send  the  employee. 

There  are  four  important  components  to  on-the-job 
training. 

Prepare  the  worker 

If  you’re  to  successfully  train  someone  to  do  a job, 
they  must  be  prepared  both  physically  and  mentally. 

» Put  them  at  ease. 

• Find  out  what  they  know  about  the  job.  (You  must 
start  where  the  person  is  at.) 

• Explain  the  importance  of  this  job  to  the  overall 
goals  of  your  organization. 

® Get  them  interested  in  learning  the  job  by  explain- 
ing the  importance  to  them  (more  money,  less 
fatigue). 

» Place  them  in  the  correct  position,  so  they’re 

comfortable  and  can  see  and  hear  what  is  going  on. 

Teach  them  the  job 

• Tell  them  how. 

. Show  them  how. 

. Get  feedback. 

This  step  involves  both  telling  and  showing  the  worker 
the  job,  one  step  at  a time,  patiently  and  slowly.  Make 
sure  to  stress  and  repeat  key  points  and  safety 
factors.  Whenever  possible  tell  why  you  follow  one 
method  instead  of  another.  Unfamiliar  terminology 
should  be  explained.  Be  sure  the  employee  knows 
what  to  do  in  case  of  an  emergency.  Stressing  farm 
safety  rules  is  extremely  important  when  training  new 
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employees.  Give  the  trainee  a chance  to  ask  ques- 
tions before  you  go  on  to  the  third  step. 

Try  them  out 

Let  the  worker  try  the  job  under  supervision  so  correc- 
tions can  be  made  immediately.  Again,  be  patient. 
When  both  you  and  the  worker  are  satisfied  with  the 
performance  they  are  ready  to  try  the  job  on  their  own. 

Follow  up 

Once  the  worker  is  actually  doing  the  job,  it  is  neces- 
sary to  check  on  them  periodically  so  you  can  correct 
any  mistakes  before  they  become  bad  habits.  The 
approach  you  use  is  very  important  as  most  people 
find  “snoopy  supervision”  highly  irritating.  As  a result  of 
this  stepwise  training  procedure,  employees  should  be 
able  to  do  the  job  correctly,  quickly  and  conscientiously. 

As  time  progresses,  with  continual  encouragement 
and  training,  the  employee  will  build  up  self-confi- 
dence to  the  point  where  they  are  ready  and  willing  to 
accept  added  responsibility.  You  can  provide  an  incen- 
tive to  them  by  way  of  job  enlargement  (offering  more 
responsibility  in  the  same  area)  and  job  enrichment 
(broadening  the  areas  of  responsibility).  Your 
employee  can  become  more  committed  to  and  organ- 
ized in  their  work  if  you  discuss  with  them  the  goals  of 
the  farm  and  have  them  write  down  the  things  they 
want  to  accomplish  within  a specified  time  period. 

They  will  need  your  co-operation  and  assistance  in 
meeting  their  objectives,  just  as  you  require  their  help 
in  meeting  yours. 


Effective  Ways  to  Deliver  the  Training 

1 . Be  Prepared  - know  ahead  of  time  what  jobs  will  be 
discussed,  and  prepare  a job  task  outline  to  corre- 
spond to  those  jobs. 

2.  Use  Repetition  - opportunities  to  repeat  procedures 
several  times  under  practical  conditions  will  result 

in  good  work  habits. 

3.  Speak  Clearly  and  with  Emphasis  - it  is  important 
that  employees  understand  and  can  follow  what 
you  are  saying. 

4.  Look  at  the  Employees  - speak  to  the  employees 
and  watch  for  signs  of  interest,  confusion,  or  bore- 
dom. 

5.  Develop  a Rapport  with  the  Employees  - if  the 

mployees  feel  comfortable  and  enjoy  the  training, 
they  will  be  more  likely  to  learn. 


6.  Use  Training  Aids  - training  aids  create  interest 
and  may  often  help  employees  retain  information. 
You  may  wish  to  include  such  training  aids  as  flip 
charts,  other  employees,  films  or  videos. 

7.  Use  Humor  Carefully  - do  not  let  humor  take  you 
off  topic  or  detract  from  the  importance  of  the  train- 
ing. Only  use  humor  if  you  can  deliver  it  effectively. 

8.  Ask  Questions  Effectively 

. State  the  questions  clearly 

• Encourage  individual  answers 

. Encourage  complete  and  clear  answers 

• Use  “yes”  or  “no”  questions  sparingly 

. Follow  through  on  employee  questions  and 
probe  for  understanding 
. Ask  only  one  question  at  a time 

9.  Explain  Your  Actions  - if  employees  know  why 
something  is  done,  as  well  as  how  it  is  done,  it  will' 
make  more  sense  and  be  easier  for  the  trainees  to 
retain. 

1 0.  Demonstrate  - an  explanation  of  how  to  do  some- 
thing is  rarely  as  clear  as  showing  trainees  how  to 
do  something.  Keep  these  points  in  mind  when 
demonstrating; 

• Explain  what  you  are  going  to  do  before  you  do  it 
. Demonstrate  slowly 

. Be  sure  employees  can  see  clearly 

1 1 . Provide  Supervised  Practice  - have  the 
employee  practice  the  new  skill  or  technique  in  a 
controlled  setting  under  supervision  to  allow  learn- 
ing through  doing. 

. Allow  the  employee  to  start  the  process  or 
procedure 

• Reinforce  or  correct  as  necessary 

. Allow  the  employee  to  practice  the  skill  until 
comfortable  with  it 

1 2.  Be  Supportive  - support  helps  employees  to  build 
confidence,  and  encourages  them  to  try  harder. 

1 3.  Give  Feedback  - help  employees  with  anything 
that  is  giving  them  trouble.  Also,  give  praise  when 
something  has  been  done  well. 

Adapted  from:  A Guide  for  Effective  Training,  Alberta 
Career  Development  and  Employment 


EvaiuatiQn  and  tVjonitonng 

As  a farm  manager,  it’s  important  to  consider  that  your 
commitment  to  training  is  continual.  It’s  a process 
which  will  improve  over  time.  The  employee  is  going  to 
respond  to  the  training  program  if  the  approach  is 
straight  forward,  logical  and  fair.  Evaluation  of  an  em- 
ployee’s performance  is  an  important  component  to 
any  training  program.  Evaluation  of  individual  tasks 
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should  be  done  at  all  times  when  the  employee  is 
involved  in  that  particular  task. 


It’s  a common  practice  to  develop  a formal  procedure 
for  evaluating  an  employee’s  performance.  This  per- 
formance review  is  not  the  time  to  criticize  and  correct 
all  wrongs.  It’s  meant  to  highlight  those  areas  which 
the  employee  is  particularly  competent  at  and  to  con- 
tinue the  training  process  by  discussing  areas  of  new 
responsibility  or  achievement.  An  effective  evaluation 
process  will  provide  many  benefits  including  an  objec- 
tive working  climate,  improved  employee  relations  and 
improved  management. 

Evaluation  is  important.  It  has  been  said  that  80  per 
cent  of  good  leadership  is  follow  up. 


Developing  a Motivational  CEimate  

A farm  manager  who  does  a good  job  of  hiring  and 
training  employees  will  probably  already  have  moti- 
vated employees.  Motivation  comes  from  within  the 
individual.  As  important  as  keeping  the  lines  of  commu- 
nication open  at  all  times  is  to  personnel  management, 
a good  employer  must  also  understand  “what  makes 
people  tick’’.  Then  and  only  then  will  they  be  in  a 
position  to  motivate  their  employees  to  perform  to 
maximum  capacity. 

First  of  all  we  must  understand  every  human  has  basic 
needs,  which  are  interrelated  and  overlapping.  When 
an  individual  becomes  aware  of  a certain  need,  that 
need  becomes  a want.  Numerous  studies  in  the  behav- 
ioral sciences  indicate  human  needs  can  be  broken 
down.  Maintenance  needs  include  physical,  security, 
social  and  esteem  needs,  and  motivational  needs 
which  include  growth,  achievement,  recognition  and  re- 
sponsibility. 

Ask  your  employee  to  identify  their  wants  and  needs. 
You  can  also  observe  them  and  make  calculated  refer- 
ences from  what  you  see  (what  kinds  of  activities 
appear  to  turn  them  on  and  off  or  what  types  of 
incentives  seem  to  get  the  best  results). 


Items  that  Commonly  Motivate  Us 

• Self-esteem 

• Prestige  and  status 

• Pleasure  and  recreation 

. Continuing  growth  and  realization  of  potential 
. Achievement,  accomplishment  and  contribution 

• Recognition  and  appreciation  by  others 
. Acceptance  and  belonging 

. Power  and  influence 
. Security  and  confidence  in  the  future 
. Affection  and  understanding 
. Meaning  and  hope  in  our  lives 
. Reasonable  independence  and  freedom  of  action 
. Significant  participation  and  involvement  in  activi- 
ties affecting  us 

A well  designed  or  enriched  job  has  three  charac- 
teristics; (1 ) it  is  complete,  understandable  and  achiev- 
able; (2)  the  employee  makes  as  many  decisions  as 
possible;  and  (3)  the  manager  provides  the  employee 
with  consistent  feedback  about  performance. 

Look  for  opportunities  to  provide  recognition  for 
employees.  For  example,  when  milk  production 
awards  are  presented,  some  dairy  farm  operators 
have  the  herd  manager  accept  the  award  on  behalf  of 
the  farm.  Since  the  herd  manager  has  a major  role  in 
achieving  the  production  level,  acceptance  of  the 
award  is  appropriate  recognition  for  a job  well  done. 

The  primary  task  of  any  manager  is  to  establish  a moti- 
vational climate  in  which  employees  can  achieve  their 
own  goals  and,  at  the  same  time,  contribute  to  the 
success  of  the  farm. 
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Evaluate  Your  Success  in  Developing  a Motivational  Climate 

The  following  checklist  can  help  you  judge  your  success  in  developing  a motivational  climate  on  your  farm.  For 
each  item  rate  yourself  (be  very  frank)  on  how  often  you  use  that  skill.  Test  your  effectiveness  with  employees. 
Give  all  employees  copies  and  ask  them  to  rate  you  on  each  of  the  items.  Ask  them  to  be  frank.  Compare  your 
own  personal  rating  with  theirs  and  discuss  it  with  them.  How  well  do  you  stack  up?  What  changes  would  you  like 
to  make  in  your  management  style? 


Always  Usually  Sometimes  Never 

1 . I give  my  people  honest  recognition  on 

a regular  basis.  

2.  I try  to  make  each  person’s  job  as 

meaningful  as  posible.  

3.  I work  at  getting  to  know  my  people  as 

individuals.  


4.  I provide  my  people  with  feedback  about 

performance  on  a regular  basis.  

5.  I am  available  to  my  people.  

6.  If  my  people  don’t  come  to  me  with 

information,  I go  to  them  and  ask.  

7.  I try  to  match  farm  and  employee  needs.  

Adapted  from;  Human  Resource  Management  on  the  Farm  : A Management  Letter  Series 


Summary 

The  process  of  managing  people  isn’t  complex.  It’s  a 
very  natural  process  following  a very  natural 
sequence.  A farmer  must  do  certain  things  at  the  right 
time  and  in  the  right  way  if  they  are  going  to  succeed. 
A successful  farmer  operates  with  an  organized  plan 
that  they  implement  with  a specific  strategy  in  mind. 

Prepared  by:  Family  Resource  Management  Special- 
ists, Home  Economics  Branch,  Alberta  Agriculture 
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